Approved Fpr Release 2094^)7/12 : CI/te^iS8^Q&2!57R00060014Qa^5-8 2$ MAR 196? 


FIEMB33 HIPOIffIBG m CIA 


TLila is a hiotorical summary of tho dovclopsiont of tlie fitness reporting 
oyatcu in the Agency. Attachment 1 is a chart which briefly describee the 
various fitness report forms which have been used or considered. Decisions 
and statements made by tho Career Council in the development of a fitness 
reporting Bystem ore briefly summarised below. 

i. Firings RCTORgim 1947 - 1952 

1. Civil Service Foot 51, "Report of Efficiency Rating", was used 
to evaluate lioedquartera personnel. 

2. * Agency Foot 51-53> "Status and Efficiency Report was used to 

evaluate field personnels this form actually used in many areas 
overseas until Dec 1954. 

It was felt that there was a need for mono uniformity in Agency policy and 
procedures in evaluating personnel. 


II* FISKE3-3 RKFOKTIHO 1952 - 1955 

1. Agency Foot lk>, 37-151, "Personnel Evaluation Report" 


a. The Personnel Evaluation Rej 
report fom- 

1 August 1952) . "Your Personnel Evaluation Report' 1 was on 
instructional guide in the use of the Personnel Evaluation 
Report which was issued Jointly by the Office of Training 
and the Personnel Office* 



25X1 A 


b« Tho Personnel Evaluation Report was ''established as a 

principal moans of developing tho most satisfactory working 
relationship between each individual and-hio supervisor." 
This evaluation was in terms of the requirements of indi- 
vidual* s current position and his potential for long-service 
with tho Agency. It was not a performance or an efficiency 
rating in the cense that the individual was to be compared 
with others on the basis of a predetcamlned adjectival or 
numerical scale. 


c* On 13 May 1954 tho Career Service Board decided to abolish 
tire Fill and use a new fitness report* 

2. Agency Foot Ro 37-I89, "Career Selection Report" 


The Career Selection Report (Fora I*o 37-169 dated 1 March 1954) 
vea developed by u Tools Force, appointed by Career Service Board* 

* The PER was placed into actual effect in headquarters in itovember 1952 but was 
not approved by Chief, Admin Staff, DD/F for overseas use till summer of 1954* 
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25X1 A 

4. 


25X1 A9a 


ft* 


ft- It vm designed to provide the Career Select Ion hoard with 
a specialised rating report to be need viien considering 
individuals for amberofaip in tha CIA Career Staff. 

b. Hio report vns to be applied only to employee® during their 
provisional period, would not be shown to the Individual 
rated, to boused centrally by a few high-level persona, end 
to be carefully controlled. ' 

Agency Fora Ho 37-189* "Fitness Report" dated 1 May 1954 

F ??? 50 37 : 18 ^ '® a * wl «4 entitled Fitness Report, 
section III van added, in tills section the supervisor certified 
he had discussed with the individual his perfonaaace indi- 

cated whether or cot he had shown the report to the Ind ivi dual 
VSEVCOd* 

£ C ? Mor decided that the Form 

*5* 37-189 Fitness Report" ( 1 ) should be used for a multiplicity 
of purposes] (2) applied to every individual in Agency j ( 3 ) used 
loc f 1 1X33 veil os headquarters personnel officers] and ( 4 ) 
ahnm to the ewployeo at the option of the individual supervisor* 

. — <2ated 21 Sept. 195^, stated policies tinA 

- for preparation of Form Ho. 37-189. This fora was 

redesignated Fona Ho. 45 on 1 January 1995. 

^Siol 3311 1 '°* Witness Report (Bart I) Berformnce end Pazt II 

a * ff tne33 sporting by the A end E Staff was conducted 

at the direction of Council from Juno 1954 to Sept 1955. 

b. A two-part tom won developed. The Fitness Report Questionnaire 

?Sfe aca i, °^C t0 ^ 3ut l >500 persons in the Agency on 1 January 
1955. The Council discussed at its meeting on 24 Feb 1955 the 

of ^cti° f ) ^ Stl0nCaire (approximately 700 completed no of date 


c* 


At its meeting on 13 July 1955 , the Council a 
Forgo consisting of Messrs. ^ ' 

HMM I to confer with Chief 
were discussed by Councils 


ointed a Skrfp XI A9a 

and 

following, subjects 



(1) Use of aaemorandiaa for supergrades. 

(2) Qhort foaa for xeasalgaracnt and special reports. 

- 2 * 
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25X1 A9a 


(3) Greater emphasis on perfowmace and leas on intangible 
personality evaluation. 

d. Career Council Meeting on 15 Scrpt. 1955 

(X) The proposed new Fitness Report Fora (Port X end 
Fort II) was presented to Council by Task Force* The 
only controversial natter was whether or not the Fitness 
Report should be shown to the employee being evaluated* 

It was agreed that experience had dxovn that an Agency- 
wide policy on this matter was necessary* BHHH^RlA9a 
reviewed the circumstances under which it 
unwise# operationally, for a supervisor to show a Fitness 
Report to the person being evaluated, especially in an 
overseas situation. It won recognized, however, that 
since the fall of 1952 it has been mandatory for the 
trupcrvleor to discuss the evaluation with the subject. 

It was reccCTsendod and approved that the word ’’optional’* 
be deleted from the instructions in Part I - I’erformace, 
and that "It is the policy of the Agency to sliow" be 
inserted. Etc instructions in Part II - Potential remain 
the same; this part of the Fitness Report would never be 
shown. In isolated instances, where circumstances exist 
which make it Impractical operationally or otherwise to 
chow the first part of the Fitness Report to the employee, 
the supervisor is required to so state; however, when the 
circumstances are altered, the report mot then be shown 
to the employee , 

e. The publication of Foira Ho. k$ (part I and Part II) was held up 
until a question raised by the Director could be resolved. The 
Director asked if the new Fitness Report could be modified to 
include the question, "lias the need for the Job which this 
employee has been perfoziiing changed during the period under 
review?" A messoKuidua was forwarded to members of Career 
Council on £6 October 1955 requesting comment concerning the 
advisability of including this question in Fitness Report. It 
was decided that it was not appropriate to require a super- 
visor to commit himself on the need for a particular job in hio 
unit without consultation with his chain of cceaucuul or with 
technical jaanagoment and support personnel* 

f. Career Council Meeting on 15 Dec 1955 

(1) W^KSmm presented schema for launching new Fitness 
Report - a briefing for senior executives and training 
sessions for senior administrative and personnel officers. 


- 3 - 
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25X1 A 


25X1 A 


( 2 ) 

( 3 ) 


25X1 A 


Council approved 
not to use sepam 






l 


and decided 

era HMH 


Fitness Report to be prepared la triplicates one copy 
filed in the Official rersonnel Folder, one copy for 
Career Board, and am copy for action and research. 


( 4 ) iSolo of reviewing official van discussed. She Council 
decided it sms improper to require a ratios official to 
change a report. If rating official consistently over- 
rated, mderrated, or rated carelessly subordinates, he 
should be evaluated accordingly. 

(5) /greed that a zacssorandxaa of evaluation could be prepared 
in lieu of Fitness Beport for eupergrudes* 



in. gnnassa Rggoaraa jm 1956 > dec 1957 


1 . Career Council Meeting - 17 May 1956 

Tha Council discussed the establishment of a 11 Watch List" - based 
on ratings on. Fitness Reports. They discussed the uae of term 
’’mediocrity" and it van agreed that this term von subject to ads- 
interpretationa. lb© terns "marginal , M "unset i af actoxy , n "inadequate," 
"incompetent," etc., ere also vogue. She Council reccoaonucd that 
criteria be developed to in^pleoaent a statement such as the following: 
"Below CIA standards for the grade, for the following reasons." It 
also agreed that proper supervision and adequate documentation of 
substandard perforaance in earlier stages were essential to the 
effective separation of substandard csployees. 

2 . Career Council Meeting 10 January 1957 

a. Chief. A and £ presented proposed revisions in Fitness Report 
Fora 45 (Fort I and Bart II ). Council approved! 

( 1 ) Complete revision of section dealing with supervisory 
potential. 

(2) Research to be continued till Sept 1957 with view to 
presenting to Council cos©»ebeaslve study of fitness 
reporting aystea. 

(3) Changes in fora: 

• h — 
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25X1 A9a 


25X1 A9a 

25X1 A9a 


25X1 A9a 


(a) Add Jteroonnel aerial lio. 


b. 


d. 


(b) 

(o) 

(d) 

(e) 


Add iStsabox* of months under ay EUpcrvi sion'* 

Rovlalcm of statements mode by- reviewing official 
vith view toward mahlrig his role aoro specific. 

Ilc^ification of Part ID- Suitability for Current 

" Jf° cnsuro that It was suitability for current 
job not overall euitability. 



Overall revision of method by which supervisor 
evaluates supervisory potential* 

mm ousgc3tedj (l) Mnhlng a nermtive evaluation 

senior persona down to 03-12 or 
deducing the amber of alternatives in ratins 
to ^terpret the slight nhadca of Waning 

( 3 ) a 5? aGh to “a^tipl© statements'^ 

w/ A simplified fitness report form* 9 

jested requiring supervisors to talse a short 
r ----- to prepare a Fitness Report -"that 

nobody be allowed to rate mvnnA until ho had done this .’ 5 

- — . — screed* Mr * Kirlspatrick suggested 

_ officials can go bach and malse sure that aunor- 

2 * 2 *“ S to i 111 fora)” and 0X0^20^^ 

fitness reporting be included in Sasic Managoamt Course. 

Ccwncil a^^eod that lash Force would revise Form k$ (Part I and 

tt^with 30 pr0p0CGd ^ induct a pilot 

run raa 30 pcopla, ten solectod persons from MI, DD3, end DDP. 

SvSopcd o Q *iow C mSS* jsesabero of lash Force 
mra a?a ± page evaluation and one 

m presented to the Council on 

IV b£^f. 1953 * Cnew festurea of system and form described in 

SStttS C i dCd V 501 * fora was necessary and 

that the two port fora was not successful. Showing p*-*. r +t» JL 

S^rvlS^L 1 ^ Bait n waa a Gource of constant trouble - many 

?E“ PPPoaed this policy and did show Port II to the employST^ 

Sfici*nli\^? 2® consensus of numerous operating and adainlSSiTO 
official, that tho lnfonnation recorded la Bart II fftstentini 1 «*»« 
^_e«ved to tdentllir endecs vha 
orthos. fttfMM. *ho have lesd.rhhip, rorco, and 


• 5 • 
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IV. FITHESa REPORTING JAM 1958 to 1961 

1. Career Council Meeting 17 January 195& 


25X1 A9a 
25X1 A9a 


a* The new form presented 


(1) Was contained in one page end places emphasis on the 
evaluation of tlxo employee's performance in his current 
position. 

(2) Emphasised narrative evaluation to add information and 
Justify relatively high or low ratings - potential may 
be described. 

(3) Innovated new system for submission of annual reports • 
a fixed schedule, based on grads levels, of due dates 
for annual reports. 

(4) Certification by employee rated that he has seen the 
report. 

(5) Specific evaluation statement to be made by reviewing 
official. 

(6) Evaluation in memorandum form may be substituted for 
Fora Bo 45 for employees In Grades GS-14 and above. 

b. Mr, Kirkpatrick stated that the Director asked: ’’Is anything 
being done about going back to the supervisor afterwords 
(spe aking of employees to be separated) and finding out why 
he gave them good Fitness Reports?” The Director stated 
supervisors must mark the Fitness Reports accurately and 
fairly, even though they may be critical. 


c* 


d« 


Questions arose of having seven ratings 

on specific duties. ^^^^^^^Hthough^h^scal^of seven 
wao on invitation to ion . ■■■■ stated 

people tend to be less discriminating oSH^FlTO^JSflHJt scale 
than on a seven. The use of rating 7 la Section B "excels 
anyone I know ...” was questioned. 


The Council approved the proposed form. " “^ a 

that it was planned to introduce the fornWx^rmSnfffily in 
a few restricted areas, to check instructions. If any major 
changes wore made, the Council would be consulted. 


m (J m 
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2 * The proposed Fitness Report, Form 45 (8053) ma neat to 70 
selected supervisor a for review oM ccsaaent on 14 April 1958. 


25X1 A9a - 


25X1 A9a 


a. 


b. 


These supervisors were requested to prepare Fitness Reports 
an two employees at different grade levels and complete an 
attached questionnaire. It was the consensus of supervisors 
who participated (approximately 55 ) that the new form woo 
a great improvtsaent over previous forms. 



studied results 


(l) Some editorial and format changes 


( 2 ) Section B — Evaluation of Performance of Specific 
Duties • Listed adjective ratings (unsatisfactory, 
barely adequate, acceptable, ccepeteat, excellent, 
superior, outstanding) rather than statements 
"Performs this duty In 

(3) Section C — Evaluation of Overall Performance 


(a) Six statements relating performance to requirements 
rather than the flvo adjective ratings (unsatisfactory, 
barely adequate, satisfactory, excellent, outstanding) 

O 5 ) Pelt that 7 ratings in Section B, 

4 in Section C, and 5 in Section D would force the 
supervisor to give more thought to ratings rather 
than automatically rating an Individual '*3 or 4 
nil down the line." 

(4) Section D - Description of Employee 

{&) The 5 numerical ratings were described. The state- 
ment, "It is expected that moat ratings will be 2, 

3, or 4" was deleted 

(5) Heading 'Personal Characteristics" was changed to 
"Characteristics ’ 1 


(6) Characteristic "Discipline in Originating, Maintaining 
and Disposing of Records" was added at request of DD/p. 
Explanation of tern added to Instructions. 

( 7 ) Section F* Certification and Comments , changed employee 
statement "I certify that I have seen this Fitness Report" to 


— 7 — 
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"I certify that I hew seen Sections A, B, C. D 
cad £ of this Report" 

(These changes were discussed and informally coordinated 
with various officials.) » 

3» Fitness Report, Fom 45 (6-53) was available to supervisors in 
Eov 53. The new fitness reporting system was foimliy put into 
effect on 1 Jamary 1959 . 

4. Career Council Meeting 5 Feb'1959 

a* The natter of review of Fitness Reports by the Office of 
Training was discussed* ■ It was agreed that ouch review had 
been initiated as a temporary study measure would be 
terminated at this time. 

b. A change was mode on Directions for Completing Fora 45, 
Fitness Report* Paragraph 2 was changed to read, "The 
Fit no as Report will be submitted in duplicate to the Head 
of the Career Service concerned. The Head of tho Career 
Service will retain one copy and will forward the original 
to the Office of Personnel." 
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